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14 August 1974

MEMORANDUM FOR: Mr. Blake via Mr. McMahe
SUBJECT ¢ MSAG Membership and Guidelines

1. In line with your request of several days ago,
I have attached biographic profiles on members of the
Management and Services Advisory Group. I have also. .
attached the MSAG chart which was to have gone on the
official bulletin board.

2. For what it is worth, I have taken the liberty
of providing a paper prepared by who covered
the history of the Agency Management Advisory Group (MAG).
It strikes me as significant because it reflects how MAG
can be helpful to management if it is used properly, and
if there is good "feedback'' on proposals. John stressed
this issue in a briefing of the Security Career Board in
late 1973, and I feel quite strongly that the DD/M&S
Advisory Group (MSAG) might be used in a more meaningful
way, and that “feedback'" (good, bad, or indifferent) is

one very key ingredient.
)

25X1A

Atts
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The 1969 memorandum which established the Agency

THE USE OF MAG

Managment Advisory Group doesn't differ markedly from _the 1972

Employee Bulletin which reiterated the nature, purpose and

makeup of MAG. A comparison of the two papers would inﬁicate

that MAG haw changed very little cive'r' the course of three years.

And yet, in fact, MAG has changed significantly. "
The cha"-nge was not brought about simply bécuase MAG

membership has changed., The change came about becnase the way

in which Agency management USED the Group changed._

Inltlally, conmunlcation between MAG and’ Agency management.

- was largely one-way. Papers were written and sent forwa.rd, and

there was little discernible reaction to the napers. This minimum
i‘eedback cauaed MAG members to que.stn.on the value of the Group and
its purpose, . _ Several draft papers were produced concerning the
_aboiitibn of MAQ dusz_.ng the’ fir,st twelve months of its existence.
| With a cha.nge in senior Agency management, héwévef,l MAG .‘ '
became revitalized, MAG yag asked t<;> éoiment on it.ems. More
importantly, each time 'that MAG produced a paper or came up with
a suggestion, there wags feedback. Not that evefy MAG suggestion
was sccepted. But Offices which had an interest were asked to
comment on the MAG ;&%Léﬁé. These comments were filtered back
to MAG and formed the basis for a true dizkwmpm dialog. MAG
began to feel that it had an audience and was not sinply talking
to itself, The soul-searching over dissolving MAG began to dis-
appear as its members decided that perhaps they were in fact

meking a contribution,
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MﬁG has been used by management as a sounding board to
obtain some feel for employee reactidﬁ. Again, under Dr.
Schlesinger, MAG was used by the Director as one means of
communicating with employées, of getting his messages down the
line. This doesn't coptradict command lines, but rather re-
inforces them. ‘

In addition to its formal charter, MAG»has an,internal
set of guide lines'céncerning the handling of information which
MAG becomes privy to. Basically, these ghidelines call for
members- to- use discretlon and common sense in- handllng such
‘information. Informatlon,l%/ﬁ%ﬂ/fdﬁﬁéﬁﬁd whether recelved in

- writing or léss-formally, is not released or discussed without
the consent of the originator. This has encouraged candor in
discussions with various officials concerning Agency matters. Whlle ]
seemlngly obv1ons, it was worth the sllght effort to reduce these-
‘guidelines to writlng. Statlng the obv;ous can sometimes av01d
misunderstanding. . ' - ' :

- ' CAGENCY
VWhether a managemant group reports at thqADlrectorate or

Office level, it seems to hxxzx be beneficial to have the group

report to & clearly identified individual, rather than to another
committee or group of individuals. Whatever appreach is used,
however, it is important for the group to have recady access to
senior management. in the component,

Insofar as the Agency MAG is concerned, it is recognized
that MAG will occasionally surface matters which are beyond its
capacity #f in the sense of turning out completed staff papers,

However,'MAG can serve a function by merely bringing to managementts
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attentioﬁ potential problems or issues'which deserve_mor& detailed
study by more appropriate bodies, |
In this area, it is well to emphasize that managers at all
levels should atiempt to use a management group to their advan-
tage. Reports will be produced whié:h may appear critical of
certain activities or components. Managers should avoid the
temptation to;sit down and write an immediate rebuttal, Rather,
they should look for ways to use the report. Are the comments
Justified? Can performance be :impg}oved? If the reports are
| erroneous s are there t.hings to be done t improve a component'
:unage? Are the component's actlvitles nisunderstood, and what.
can be done to relieve the misunderstanding? The extfet to which
a management group is used in this ‘way by managers will dictate |
‘the extent to which it will be successful, - |
- “fhe ‘.naturé énd actiy_it':if.es .‘ovf ‘t,]ﬁg:inanagenifém:. _gréizp__ shoula
- . bé publicized andé_ulhd'e’rstood wit_hiﬁ the Office. Thls ﬁoes not -
necessarily mean the wide distributib:lx of MAG reports., That ‘should
- always be a mat.ter of discretion with the senior offlcial to whom /é— /W'vfb
thsse report$. But the group should not become cloahed with some
sort of secret, supra-managerial mystique or elitism., Its existence
should be known; its membership should be known; and ideas or
suggestions from all personnel in the Office should be actively
solicited. Generally, its members should:be chosen from those
who volunteer to serve on it > Who understand that they will be
expected to contribute much of their owﬁ time, and who demonstrété

a capacity for addressing issues which might be outside their

normal work regimen. The Office can benefit not only b%aving
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another independent bod;A but if used well it can be an excellent
training ground for future'managers who will be exposed to some
of the complexities of é modern organization.,

Those who serve on the group should do so with the idea
that they are all representatives of’ the Office, not of their
particular components, even though each w111 brlng to the grouﬁ
his particulaf experienc/and bacé?ound. It is the exchange of ideas,
the trading of expertise, that will help tb broaden the members.

The internal workings of tﬁe group will vary as the member-
ship changes. In-fact,‘a new management group will tend to come

into existence every. six to nine months, depending upon the member-

| _ship turnover.In the Agency management group,. the ﬁﬁ%ﬁﬂ%ﬂ%ﬁ#ﬂ%ﬂiﬁ#

two co-chairman serve for two month periods, the chalrmanships
rotatlng among the members. Minutes at bu31ness meetlngs are

usually taken by one of the upcoming co-chalrmen, to égov1de for o

' contlnulty and also to allow the ﬁﬁ%i?ﬁ#ﬁ current chalrmen to '

) conduct the meeting. But these are largely housekeeping items

whlch can be decided by the group itself, and should: be subject

to chanae depending upon the will of the group. Inltlally, to

encourage ¥{g development, it might be well for management to
suggest specifie topics for the group to address. However, the
group should be encouraged to decide upon torics of its own rather
than just responding to suggestions from management. It will be
the responsibility of senior management to encourage cooperation
with the group in its quest for information and facts. However,

in view of the fact that the line manager will continue to beay
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the‘reaponsibility for day to day operations in the Office, members
of the group will have to dgvelop 8 seﬁse for when and where to
treéd. The objective sﬁould be improved Office management, and
occasionally moré rarochial interests may have to suffer.

- There shéﬁld be someone in the Office who can act as a
management grouﬁ (batron', for waﬁt of a better tefm.. This
individual can fiag items for possiple referral by management for

- MAG comment. He can also serve to keep MAG abreast of current
problems and issues which are of concern to senior management
The management group's charter hould attempt to delineate
1ts areas of respon51b111ty, spe01fically excludlng employec
grievances, the’ usualy type of employee sugge*tlon,-and other items
f‘. | | that normally should prop#ily be handled within command channels. |
| - If con31derat10n is given to a marrlage of the managment ,
.group and the Long - Rance Planﬁlng Group, there is a relatlvely
' 31mple way to approach the problem. Eanh group should have 1ts |
own wrltten charter. Verbal dlrectlves and objectlves tend to
erode with tlme and become confused. A comparison of the written
charters should make obvious the degree of overlaﬁ,:if any, and

indicate vhether the groups do, in fact, serve distinct purposes.
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